
PROCESSING MANAGEMENT INFORMATION 



CROSS-REFERENCE TO RELATED APPLICATIONS 

ication claims the benefit of United States Provisional 
AppUcation Serial No. ^"--eRtitled "PROCESSING MANAGEMENT 
INFORMATION" filed on May 7, 1999, whicTTIs-iacorporated herein. 



y 

I** 

"-4 



(3 




BACKGROUND OF THE INVENTION 

10 ^0^^ Reputable authorities have documented industry's difficulty with 
successfuHV"implementing either strategic plans or irutiatives (e.g., 
reengineering: 2/3 faiir^nej^gers: 57% fall short; IT projects: only 34% are 
implemented and take twice as long>n4.*^i^^ much money as 
projected). In addition, common frustrations oF%iisiness executives 
15 around today's rapid rate of change can be paraphrased aS^Uows: 

"There's so much going on I can't get my arms around 
what it all means for improving the way we do business, 
and when I get close to a really important strategic 
initiative, particularly one affecting multiple aspects of the 
20 enterprise, it's usually in trouble.** 



As a result of today's shortening business cycles and global, dispersed 
organizations, a key competitive issue is how quickly an organization 
can successfully realign its people around initiatives to change the 
25 organization*s business model or react to ur\foreseen circumstances or 

opportunities. Existing strategic plarming and project management 



practices, which are actually or effectively separate processes, do not 
work quickly or effectively enough for a rapidly changing competitive 
environment: 

Iruhatives are proliferating in virtually every organization at an 
increasing rate due to technology shifts and, at any one time, are 
difficult to visualize or interpret strategically. 

• Local initiatives are often designed without a clear connection to 
overall corporate strategic goals and priorities, or with each other, 
so efforts can end up being at cross purposes or poorly 
coordinated. 

• Strategic thinking is not prevalent in the design of many 
initiatives which thus tend to perpetuate current practices more 
than find new ways to grow and prosper. 

• Existing management practices are often too informal and 
undisciplined to stay focused on key priorities or to keep abreast 
of changing circumstances. 

• Projects tend to be managed individually without strategic context 
so people working on teams do not understand how their actions 
contribute to the business. 

• Managers spend too much time administratively keeping "all the 
balls in the air" and too little time working proactively on 
substantive issues driving the business. 



As a consequence of these problems, organizations find it more and 
more difficult to meet basic business expectations or to get crucial 
change initiatives accomplished. Organizations have difficulty 
translating outside events or new ideas into strategic plans and 
initiatives that get implemented. Today management needs a quick, 
cohesive general management process and tools designed for agility in 
the 21^* century. There are examples of agility and high performance; in 
fact organizations across different industries have been held out as 
singularly successful and numerous studies have identified specific 
aspects - leadership, culture, customer relations, quality - that correlate 
vc^ith high growth and results. 

The Web and Internet technology allow far-flung people to be linked 
and share information as never before, fostering new alliances and 
revolutionizing business. However, the tools developed so far are 
primarily intended to enable people to communicate at the individual 
and team level. 

SUMMARY OF THE INVENTION 

A single cohesive framework can be provided that embodies key 
elements for being agile (e.g. organizational development, leadership, 
project management, strategic planning) and that uses the Internet to 
make these elements readily available. Tools can be provided that help 
people understand business goals holistically and work in an integrated 



and agile way across the organization to accomplish common or shared 
goals. A common framework can be provided for communicating 
effectively across diverse groups. A common framework can be 
provided for assessing key elements of the business. The framework 
can also be used to access external sources of knowledge, expertise and 
tools. 

As used herein, "organization of people" refers to any group of people, 
businesses, or other entities that are associated for one or more 
purposes. Typical organizations of people include a business, an 
industry group, a professional organization, a large corporation, a 
partnership, a customer allied with a supplier, a university, a division of 
a company, a government agency, and a political organization. As used 
herein, "management concept" refers to any product of a thought process 
by a person or other entity that is charged with a responsibility. Typical 
management concepts include goals, objectives, initiatives, ideas, plans, 
strategies, expectations, assessments, and targets. As used herein, 
"pointer" refers to any reference used to direct the attention of a person, 
computer program, or other entity. Typical pointers include hypertext 
links, pull-down menus, index entries, and textual directions. 

In one aspect, the invention features a method for use in processing 
management information. The method includes acquiring a first set of 
computer data representing a model of an organization of people, the 



model having fundamental components, the first set of computer data 
including data items representing the fundamental componerits; 
associating the first set of computer data with a second set of computer 
data representing a portfolio of management concepts; and issuing a 
report of management concepts based on the second set of computer 
data, the report being sorted by fundamental component. 

In another aspect, the invention features a method for use in processing 
management ir\formation for managing a customer relationship- The 
method includes acquiring a first set of computer data representing a 
model of the customer relationship, the model having fundamental 
components, the first set of computer data including data items 
representing the fundamental components; associating the first set of 
computer data with a second set of computer data representing a 
portfolio of management concepts; and issuing a customer management 
report of management concepts based on the second set of computer 
data, the customer management report being sorted by fundamental 
component. 

Implementations of this or another aspect of the invention may include 
one or more of the following features. The fundamental components 
may include a customer component and at least one of the data items 
may represent the customer component and may include customer 
iriformation for the customer relationship. The customer information 



may include a description of a customer segment, a customer product, 
or a customer service. The fundamental components may include a 
process component and at least one of the data items may represent the 
process component and may include process information for the 
customer relationship. The process information may describe a process 
to be executed by at least one person to advance the customer 
relationstiip, a process that includes identifying a customer need, a 
process that includes identifying an entity that is important to the 
customer relationship, a process that includes identifying a possible 
solution for a customer in the customer relationship, a process that 
includes identifying a benefit to a customer in the customer relationship, 
a process that includes striving to achieve sole source status v^ith a 
customer in the customer relationship, a process that includes striving to 
achieve a customer confidant status with a customer in the customer 
relationship, or a process that includes striving to outperform a 
competitor in the customer relationship. The fundamental components 
may include a capabilities component and at least one of the data items 
may represents the capabilities component and may include capabilities 
information for the customer relationship. The capabilities information 
may describe a capability that is needed for meeting a client 
requirement, a capability that includes geographic coverage, a capability 
that includes a technical skill, a capability that includes providing a 
helpful partner, a capability that includes a relationship management 
skill, or a tectmology that is important to a customer. The fundamental 



components may include an economics component and at least one of 
the data items may represent the economics component and may 
include economics information for the customer relationship. The 
economics information may include a description of an economic 
potential of the customer relationship, a description of a profit and loss 
aspect of the customer relationship, or a description of an investments 
aspect of the customer relationship. 

In another aspect, the invention features a method for use in processing 
management information for managing a program management office. 
The method includes acquiring a first' set of computer data representing 
a model of the program management office, the model having 
fundamental components, the first set of computer data including data 
items representing the fundamental components; associating the first set 
of computer data v^ith a second set of computer data representing a 
portfolio of management concepts; and issuing a program management 
report of management concepts based on the second set of computer 
data, the program management report being sorted by fundamental 
component. 

^^^feipleinentatio^ this or another aspect of the invention may include 
one or more of thefoTlSwifigjeatures. The fundamental components 
may include a customer component and atTeSst-^iiieof the data items 
may represent the customer component and may include cusfoi 
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if^formation for the program management office. The customer 
infomiation may includes a description of an internal customer, an 
external customer, a product, or a service. The fundamental components 
may include asprocess component and at least one of the data items may 
represent the process component and may include process iriformation 
for the program management office. The process information may 
describe a process to be executed by at least one person to help meet a 
commitment to a customer,Na process that includes identifying a 
customer need, a process thatVicludes identifying an entity that is 
important, a prioritization proces$, a system delivery process, a process 
that includes an evaluation process,\ process that includes a project 
management process, a process that ihWdes performing a cost/benefit 
analysis, a process that includes an accoimtability process, a process that 
includes providing metrics, a process that indudes providing reporting, 
a process that includes providing risk manageirvent, a process that 
includes a staffing process, a process that included a training process, or 
a process that includes a decision making process. The fundamental 
components may include a capabilities component and\at least one of 
the data items may represent the capabilities component ^nd may 
include capabilities information for the program management office. 
The capabilities information may describe a capability that is iaeeded for 
meeting a client requirement, a capability that includes businessVinit 
coverage, a capability that includes a techrucal skill, a capability tlrat 
includes providing a helpful partner, a capability that includes a pr<^ect 



magement skill, or a capability that includes a technology that is 
importanfHo a customer. The fundamental components may include an 
economics compohecit and at least one of the data items may represent 
the economics component arCd^nay include economics ir\formation for 
the project management office. The"^€cmomics iriformation may include 
a description of expenses or a description ofi^^enue. 




another aspect, the invention features a method for use in processing 
tent ir\formation for managing a scalable process. The method 
includes acquM^ig a first set of computer data representing a model of 
the scalable, the mo^&l^having fundamental components, the first set of 
computer data including dataJ.tems representing the fundamental 
components; associating the first s^KQf computer data with a second set 
of computer data representing a portfolio^^f management concepts; and 
issuing a scalable process report of managemen^cpncepts based on the 
second set of computer data, the scalable process repc^tsbeing sorted by 
fundamental component. 



Implementations of this or another aspect of the invention may include 
one or more of the follov^ing features. The fundamental components 
may include a customer component and at least one of the data items 
may represent the customer component and may include customer 
irxformation for the customer relationship. The customer information 
includes a description of a customer segment, a description of a 
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customer product, or a description of a customer service. The 
fundamental components may include a process component and at least 
one of the data items may represent the process component and may 
include process information for the scalable process. The process 
information may describes a process to be executed by at least one 
person to deUver a consistent quality customer service, a process that 
includes identifying a customer need, a process that includes identifying 
an economic factor, a process that includes developing a scenario, a 
process that includes evaluating a competitor, a process that includes 
identifying a trend, a process that includes pilot testing an option, a 
process that includes managing an expectation, a process that includes 
assessing a system need, a process that includes assessing an 
organizational need, a process that includes assessing a management 
practice, a process that includes suggesting an improvement, a process 
that includes developing a change management process, a process that 
includes selling a customer on a change, a process that includes 
developing an action plan, or a process that includes maintaining a 
relationship- The fundamental components may include a capabilities 
component and at least one of the data items may represent the 
capabilities component and may include capabilities information for the 
scalable process. The capabilities information may describe a capability 
that is needed for meeting a client requirement, a capability that 
includes geographic coverage, a capability that includes a technical skill, 
a capability that includes providing a helpful partner, or a capability 
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that includes a customer management skill. The fundamental 
components may include an economics component and at least one of 
the data items may represent the economics component and may 
include economics ir\formation for the scalable process. The economics 
information may include a description of a profit and loss aspect of the 
scalable process or a description of an investments aspect of the scalable 
process. 

Other features and advantages v/ill become apparent from the following 
description, including the drawings, and from the claims. 

B^IEF DESCRIPTION OF THE DRAWINGS 

Figs. 1-2 and 4 are block^agrams of software systems. 
Figs. 3, 6-10, and 12-41 are illu^te^ons of computer display screens 
produced by the software systems . 

Fig. 5 is an illustration of principles underlyin^Htie software systems. 
Fig. 11 is a spider diagram produced by the software sy&tems. 

DETAILED DESCRIPTION 

The Agile Management Portal program includes Intranet/ Internet based 
software integrated in a process to help organizations such as 
comparues, enterprises, and businesses, to be more agile. The program 
allows management teams, wherever located, to quickly plan, design, 
and work on a common portfolio of strategic goals and initiatives the 
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teams believe will make the business grow and prosper, and to gain 
access to prepopulated external sources of knowledge, expertise and 
tools via the Internet. 

5^Cy Agility management: In at least some circumstances. Agility means 

being abie"^tt>-cQnsistently grow and perform better than competitors in 
the marketplace over tirrfe^^^d Agility management mear\s linking 
strategic planning, project managerffefit^and high performance 
organizational principles into an integrated set^&lmanagement tools. 



J J 10 templates and services that enable organizations to be irKn-e agile. 

^£ 

Q The Agile Manager can serve as a "management portal" through which 

m 

people can view both internal organizational goals and external 
ir\formation available to help achieve these goals. The Portal's functional 
15 architecture is called The Agile Manager, and has three modules, the 

Agile Manager, the Agile Company, the Agile Baseline, and Agile 
Know-how, that can be used in a planning and management process: 



The Agile Manager includes: 
20 (1) a business domain structure to which strategic goals and 

contributing irutiatives can be linked. This structure creates a stem-to- 
stern view of how the business works, including customer, value chain, 
organization and economic domains. This structure allows the user to 
enter and subsequently explore strategic goals and initiatives germane to 
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either the organization as a whole or to a particular domain. Once the 
user picks an area of interest, the user is effectively "one click" away 
from several context sensitive views about investments the organization 
is making to grow and improve performance. 

(2) a gap analysis facility that a management team can use to assess 
performance gaps and to design how any aspect of the domain structure 
would have to change to close these gaps. 

(3) the ability to create a portfolio of strategic goals and their 
contributing irutiatives using either top down brainstorming or. bottom- 
up association techniques. As a result, teams can effectively start with a 
clean sheet of paper and reinvent the business from scratch. Or the 
teams can review an inventory of already on-going activities and relate 
these activities to each other and to overall strategic goals. Having this 
portfolio available on-line - subject to permissiorung controls - for all to 
see, keeps members of the organization aware of where they need to go, 
what it will take to get there, and what actions should be taken to stay 
on track. 

(4) a facility to draw people's attention immediately to changes in the 
portfolio and its contents that are important to the people in view of 
their particular roles or interests. This facility gives various common 
and individualized views of different goals and initiatives that will help 
diverse groups of people to work together effectively. A history of these 
changes and related dates is also maintained. 
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(5) a common attribute structure that provides information (e.g., 
costs, payback, priority, risks, due dates) for any goal and contributing 
initiative so the goals and irutiatives can be sorted against a piece of 
information to facilitate ongoing decision making. For example, if 
resources are limited, the user can sort initiatives by cost, payback, and 
priority, or if the user v/ants to see how the portfolio will affect any part 
of the orgaruzation, the user can sort by domain. 

(6) the ability to follow a context sensitive link to any goal or 
irutiative and its relevant internal and external sources of knowledge 
deemed helpful to successful implementation. 

(7) a management action plan/ agenda utility that managers can use 
to keeplx^k of pending issues and actions for each strategic goal or 
iiutiative. As a^t^ult, users can learn about outstanding issues, 
upcoming agenda item5>^nd the responsible parties. As a result, items 
are easily found and a user i^^owed to see progress related issues 
before meetings so that management^nee tings are focused on 
substantive issues more time effectively. 




The Agile Company: 

(8) The Agile Manager also supports the Agile Company program, 
which includes content that executives can use to assess how well their 
organization matches high performance criteria and to suggest base-case 
template programs that can be adapted to accelerate developing agility. 
Behind the Agile Company is content reflecting 20 traits and 
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characteristics that capture fundamental principles underlying agile, high 
performing orgaruzations 

The Agile Baseline: 

(9) The Agile Baseline includes an accessible assessment tool that 
displays performance driteria that respondents then evaluate in terms of 
their orgaruzation's competency relative to each criterion. The result of 
this input is displayed as a "spider" diagram that visually helps to 
convey the extent of any gaps that should be closed to improve 
competitiveness. The spider diagram helps people focus on 
opportunities for improvement and makes the rationale for change 
readily accessible to members of the organization. 

Agile Know-how 

(10) Agile Know-how includes a subscription service that provides 
links to specific knowledge sources and tools that can be helpful to 
people working on different irutiatives. This subscription service fits 
together with the Agile Manager so the knowledge is accessible in the 
context in which it is needed. 

When the Agile Manager and its modules are used in conjunction with 
the Agility Management Process, people are better able to work together 
in a way demonstrated to be correlated with high performance: 
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Fosters a more adaptive culture (e.g., to relish change and fight 
inertia): linking goals, projects and their attributes and being able 
to sort the portfolio to focus on a particular aspect facilitates 
adapting to changes when they occur 

Helps align users behind strategic goals and contributing 
projects: getting users to "see" in simple outline form where the 
organization wants to go to grow and prosper, and what it's 
going to take to get there, which enables users to understand the 
strategy and to keep their own projects in alignment 
Helps employees act and be treated like owners: when people 
can see a model of the organization and understand how it works 
they are better able to make decisions about what is important, 
much as if they owned the organization 

s makes decisions based on benefits and risks to the 
business: lirtong....groposed initiatives to the model of the 
organization, and to costs, paybad^s^nd priorities makes it easier 
to understand the benefits and risks that couhkr:esult. 
Provides well managed structure that encourages teamwork 
across boundaries: the ability to understand and be informed of 
changes elsewhere in the organization enhances the ability to 
work across different disciplines and locations 
\^ ElTceui:ag£S_people to continuously look for ways to improve 
the business: enablinglnaritgemeatjeam members to review a 
table of contents of their business, and to assessgaps^tween 
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how good they need to be and where they are currently, and to 
set goalsvfor closing these gaps; this ability of individuals or 
teams to step bact?>a;^ to "see" the table of contents and to reflect 
on what changes need to be^tna^e to different in the marketplace 
and to improve performance is a key ing^^ent in creating a 
culture that continually looks for ways to improv^Ht^business 
Helps people understand better how the pieces of the business 
work together: the model of the business gives viewers an 
integrated view of how the business works and how they relate, 
which provides a valuable context for understanding why 
something that does not entirely make sense locally could be 
proper for the business as a whole 

Keeps users focused on successfully implementing strategic 
priorities: The ability to constantly view and be aware of what is 
in the approved strategic goals and initiatives portfolio keeps 
members of the organization aligned around common strategic 
priorities 

Makes the management process more cost effective by having 
information and knowledge available when it is needed: the 

linking of plans, goals, resources, people and projects into a 
relational database accessible via the Internet makes valuable 
information available almost immediately 
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The computing environment 

cUity Manager effectively, an organization may use an intranet 



Lo us 



with widespread email and Web~br©wfierusage. Agility Manager is 
compatible with modern email systems and with MicrtJseft^nd 



Netscape Web browsers, 
required^ 



rfcaUy, no other client-side software is 



Agility Manager combines sophisticated application code with powerful, 
industry standard server components. The Agility Manager server 
includes a database server, a Web application server, and application 
code written in server-side Java. Agility Manager can use a Microsoft or 
Oracle database server. For example. Agility Manager may be run on an 
IBM Websphere application server, or may run on other Java-based 
application servers. The Agility Manager may run on Windows NT or 
Solaris or other operating environments- 



Agility Manager may be installed on an internal server, or may be 
hosted on a server such as a Web server and connected via Internet or 
Virtual Private Net 



Example of an on-site installation: 

Browsers: MS Internet Explorer 3+, Netscape 
Navigator /Communicator 3+ 



19 

Mailers: Email client with click-through URL linking, such as Notes, 

Outlook, Outlook Express, Eudora, Conununicator. 
Server OS: Windows NT 4 

Solaris 2.5+ 
Database Server: MS SQL 6.5 

Oracle 8 

Database administration capability is typically 
required. 

Application Server: IBM WebSphere 1.1 or 2.0 
Web Server: MS nS, Apache, or Netscape 

Mail System: SMTP compatible, such as Notes, Exchange, 

Sendmail, Small, Pos toff ice. 

Example of an off-site installation: 

Browsers: MS Internet Explorer 3+, Netscape 

Navigator/Communicator 3+ 
Mailers: Email client with click-through URL linking, such as 

Notes, Outlook, Outlook Express, Eudora, Communicator. 



Integration and source code 

The Agile Manager is based on a relational data model. 



Screen Map for Agile Manager 

Fig. 1 is a map of the basic structure of the suite of software that shows 
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key functions performed by the Agile Manager and ways in which users 
can get access to other modules of the suite. The sequence of the map 
illustrates logical paths users take as different aspects of the goal 
hierarchy are considered, from deciding what belongs and why, 
designing and modifying goals and contributing projects, monitoring 
and pursuing issues related to implementation progress, and getting to 
specific knowledge found helpful to the context of any particular 
initiative. A screen by screen description is provided below. 



10 j^^iy Q^^rview of Corporate Processes Affected by the Agility Management 
Progral" 

The Agility N^nagement Program helps leaders, managers, and staff 
conduct normal mahMement practices in everyday corporate life quickly 
using the power of the Infemet and effectively by being able to gain 
15 access to knowledge needed to m^e decisions. Thus, the program 

helps leaders and managers to both ex^c^ote daily operations successfully 
and to continually improve the way they do mo^iness to keep abreast of 
changing competitive conditions and to deliver increksixig value to their 
c ustom e rs and ow -oers. 
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Ilie^Planning/Execution Cycle (Process) 

Technology is"&ansfQrrrLing virtually every aspect of commerce, and 
globalization and deregulatiorTate-n^aking competition more complex. 
These forces are causing organizations to go thr£n*gti^planning and 
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"^K^ution cycles to launch multiple new initiatives to cope. To do this, 
organizations routinely make assessments of their performance - they 
consider best p^a<;tices, they survey customer opinions, they examine 
market and competitu^Bstarends and practices; they create task forces and 
hire consultants who generabssfindings and conclusions. To handle 
these conclusions, organizations coh<hict plarming to establish goals and 
design initiatives to improve their perforhmnce - they hold retreats to 
develop these visions, they decide on prioritie^nd allocate resources to 
fund initiatives to bring these visions to fruition. To^ecute these 
initiatives, orgaruzations assign staff and hire outside expertise and 
know-how to get the results they want. To get the results to s^ck, 
organizations undertake change management programs to bring people 
and organizational behaviors into line with what the new initiatives \ 
require. 




Agility Management Program enables people to get organized and 
communicate>s4hey go through these plarming and execution cycles 
much easier and faster b^ta-iise of the enabling software, and to gain 
access to knowledge and tools that witi-h^lp them understand how to 
implement their initiatives more successfully. Fig^2>Uiust rates the 
relationship between the Agile Manager and common planning 
practices. 
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15 
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a Portfolio of Initiatives 

The panning/ execution process is repeated again and again across 
organization^ in different departments, functional areas, and lines of 
business. It is n^tuncommon for literally hundreds of initiatives to be 
underway in units across an organization. Some of the initiatives are 
local initiatives to improve a specific operation and typically do not 
need to be coordinated witrKother initiatives. Many irutiatives, however, 
have multiple components that ^ould be coordinated so that they 
contribute to the accomplishment of\a single overarching goal. For 
instance, a new product requires that p^cesses across the organization 
from sales and marketing, to operations and manufacturing, and 
technology as well as human resources be integrated and aligned so that 
the product will be introduced in time to exploit opportunity in the 
marketplace. Similarly, introduction of new technology, such as a new 
workstation, often requires coordination of units from information 
technology, sales and marketing, human resource trairung, a^ 
administration before the new technology can be put into beneKcial use. 



^\^TTfe>A,gile Manager not only facilitates the planning/ execution cycle for 
20 any particular goahej:^nitiative, but also allows the user to put all the 

priority goals and the priority^^oa^s contributing initiatives into a 
strategic implementation portfolio or hierarthy^Fig 3.). 
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The portfolio view relates contributing initiatives or projects to their 
overarching goals and to each other, and allows the user to sort these 
initiatives, projects, or goals in a variety of ways. For example, the user 
can sort the irutiatives in terms of their impact on the domain structure 
5 of the organization, by strategic factors such as cost, payback, and 

priority, or according to the status and stage the goals and initiatives are 
in to allow better management. 

"^V^^i^elping Leaders, Managers and Staff Play Their Different Roles 

10 People ttKOUghout an organization have distinct roles to play in the 

formulation ari&S^Qplementation of plans. Traditionally, these roles 
have been substantially^bcmalized, with senior levels likely to do the 
plarming and lower levels likely^to do the implementation. Modern 
email and voice communication have flkt^ened orgaruzational structures 

15 by allowing ordinary employees to get access te^information on their 

own without depending on senior levels as the sourcKof knowledge. 
The Agile Manager allows effectively everyone to see the gb^ and 
projects important to the company and, as shown on Fig 4., helps^ople 
to play specific roles with a clear picture of the initiatives involved anc 

20 allows people to contribute ideas. 
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Overview of How the Software Integrates with a Process in the Agility 
Management Program 

As shown in Fig. 5, the Agility Management Program reflects principles 
of effective management of high performing organizations. 

The following describes a typical sequence of how a management 
user /team might use the Agile Manager. The particular example is 
drawn from an actual implementation of the Agile Manager linking 
strategic corporate goals and Information Technology initiatives. The 
Agile Manager structure allows many different business applications, 
and a key problem it helps solve is bridging a communication gap 
between business users and their technical counterparts so both sides 
work off the same page. 

Planning: 

The first sequence, for planning, starts with users viewing their domain 
structure (Fig. 6) and deciding where they want to set a new goal (see 
Fig. 7). Users can view the domain structure at different levels of depth 
from the highest level (shown in Fig. 6) to lower levels showing sub- 
components within each domain (see Fig. 8). If they wish, users can 
display already existing goals (see Fig. 9), which helps them to 
understand what's in the current hierarchy, which can help address 
issues such as whether particular domains are sufficiently active and 
whether some existing goals may no longer be appropriate. 



25 

Once users have reviewed current activity and debated where the 
company needs to devote attention to improve future performance, they 
can select any domain and select an Agile Baseline Mode ("Baseline"). 
Baseline allows users to critique the selected domain in terms of criteria 
that The Agile Manager suggests (see Fig. 10), or that they provide or 
modify themselves. Once the users have agreed on the criteria and 
reached consensus about both how good the criteria need to be and how 
good the criteria currently are, the results are displayed in a spider 
diagram (see Fig. 11). The spider diagram helps to capture the users' 
assessment of the current situation and to explain why the domain has 
been selected for developing new goals to be included in the hierarchy. 
Subsequently, users can return to Baseline to reassess whether 
improvement goals and projects that have been undertaken have in fact 
been successful. This reassessment can suggest new gap areas where 
new initiatives may be appropriate, or indicate that not enough has been 
accomplished to sufficiently improve the situation. 

^ercising Baseline, users may establish a new goal (by a "new 
goal" button oiTthe-domain screens) (see Fig. 7) to improve 
performance. Once establishedrfhe--ft^w goal takes its place in the goal 
hierarchy and management can decide what shotttd4iappen next. 



lJ^Fef-exampl£,_even_^^ business with the most profitable 



customers" has been entered, ideas related to 



lot been 
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entjrely fleshed out, resources have not been allocated, plans have not 
been f^miulated, and accountability has not been assigned. The goal is 
without pr^cts necessary to bring about the desired results. To begin 
to put these projb<;ts together, users can use the gap analysis feature to 
viev^ each domain anSvgub-domain in terms of how each domain or 
sub-domain would have to^shange if the goal is to be achieved. As 
users identify these changes, theV create in effect a vision of a different 
company that would achieve the goaKisee Fig. 12). In this example, two 
projects or goals to expand business witlv^ofitable customers are: to 
design relationships with high net worth client^, and to have profitable 
products for every segment. Each of these two proj^ts or goals may 
also in turn be analyzed in the gap analysis process to o^ate other 
projects or goals that will make them a reality. 



AS'^these^rojects or goals are defined, they are added to the Goals 
Hierarchy (see^rg>-3ithat provides access to the strategic hierarchy of 
goals and contributing proje^ts^QT goals that the company is working on 
to improve performance. If the user w^nt^to get more information 
about the new goal or any goal listed in the hiera^^i^i^ the user clicks on 
the goal of interest to get to summary information as showhsLQ^Fig. 13. 



In summary, the planning sequence allows the user to update company 
plans either by starting with a clean sheet of paper and brainstorming a 
new goal and the projects that would bring it about, or by reviewing the 
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existing hierarchy of goals and projects and deciding whether son\e thing 
is missing. Thus, the hierarchy typically includes a combination of new 
ideas being considered and maturing goals and projects that are in the 
process of implementation. 

Managing the Hierarchy: 

The Agile Manager allows managers to keep the hierarchy of goals and 
contributing goals in constant view and up-to-date with changing 
circumstances- The hierarchy can be viewed as a totality of goals and 
contributing goals affecting the enterprise (see Fig. 3), or can be viewed 
by top goals (see Fig. 14), depending on the user's interest, or by specific 
top goal (see Fig. 15). 

Ii^ddition, the user can view the hierarchy against certain types of 
infor^\ation that help inform the user about the impact of goals on the 
business dbmains (see Fig. 16) or the priority (see Fig. 17) or impact of 
each of the goalk or about its status, stage of development, or 
ownership accountability (see Fig. 18). Because these different views are 
a click away, the Agile Meager supports a dynamic decision making 
process where discussion can move quickly from strategic to tactical 
considerations. For example, if the^^<^ic is budgets, the user can sort by 
goal or project cost (see Fig. 19), or by pKority or return on investment 
("payback") (see Fig. 20) and can be providedswith information that can 
help the user decide where to commit resources t^k^d on factors such as 



28 

benefit and risk. In another example, when managers meet and want to 
focusbn key implementation issues, they can opt to switch to viewing 
"status" factors and can view goals or projects by status (e.g., on track 
or in need of attk^ion) (see Fig. 18), which stage each is in (see Fig. 21), 
risks, or who is resp^^ible. Without the Agile Manager, each view 
would likely require a speo^ study or report; the Agile Manager makes 
these different views available aha moment's notice. In addition, 
managers who want to explore any gb^ or project in more detail can 
click on the goal or project of interest and §et more information. 
Similarly, managers who see something missinfewhile reviewing the 
overall hierarchy can select "new goal" from the m)^u and enter a new 
goal or project (see Fig. 22). 

.to at least some embodiments, an especially important view managers 
carMise to manage the hierarchy is a view in which the goals and 
projects ar^^rted by domain. This view can be produced for any of a 
number of levels>e.g., for the entire hierarchy (see Fig. 16) or for a 
selected goal in isolation (see Fig. 23). A purpose of this view is to 
allow managers to understahd quickly what initiatives are underway or 
will affect an aspect of the business. For instance, if a question arises 
regarding what is being done about mai^^t trends, managers can click 
on any topic on the domain structure (e.g. cummer relationships) (see 
Fig. 24) and see immediately what irutiatives are uhderway related to 
this topic (see Fig. 25). Users can also execute searches oy name or 
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v^o*4UjiJlie_titleof a goal or project (see Fig. 26), and can put Alerts in 
place (see Fig. 27) that willflaglirhaagesjhat occur in goals or projects 
previously indicated as being of particular interest (seTTlg. 28). 



5 ^(/'^Ex^tuting Goals and Projects: 

A major pur{>Qse of the Agile Manager, in addition to planning and 
managing the overalkportfolio of goals and projects (i.e.. the hierarchy), 
is to help managers acceler^t^implementation progress related to a goal 
and its contributing projects. A us^K^as an array of choices to view 
10 when reviewing the progress of a selected^aL (The choices available 

depend on the permission that is granted by the ^>^er of a Goal to 
different types of users (see Fig. 29)). 



^^;^A^summary" page (see Fig. 13) contains ir\formation about the goal 
15 ^ itself that^^nj^ edited (see Fig. 30). Other main views for helping to 
manage include "pro^r^s" (see Fig. 31) that displays the contributing 
projects or goals that must be^^hu^ed or achieved before the parent 
goal can be fully accomplished- The "ph^ess" view allows managers 
to view progress for the contributing projects side%^ide to determine 
20 whether the projects are properly synchronized or are out okghase with 

each other. 



^^'^ ©ther-featttres-axeoiseful^^ and teams executing goals and 

contributing projects. A "discussion" featuren[sSfH~Fig^-32)^llows a user 
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orT^e system to communicate directly about, and in the context of, the 
goal orWoject of interest. The owner of a goal can also select a 
particularlyHmportant part of the discussion and put it on an agenda 
(see Fig. 33). Another useful feature includes an ability to lirik to 
internal and external^ources of information that goal or project teams 
believe are important to m^e accessible to users involved (see Figs. 34 
and 35). The links provide a practical application of knowledge 
management because the links allfetw teams to place information 
effectively or actually one click away^ users can get at the information 
without excessively disturbing the state of the software. For example, 
users can hot-link to and open a detailed Microsoft Project plan if the 
plan is useful to the discussions. Users can placfe Word documents 
related to the goal where the documents can be found, and open the 
documents when needed. Similarly, users can link to sites of 
outside consultants or suppliers that may be related to the goal at hand. 
In this way, users can start using the software through the domain 
structure, find out the relevant issues, and access relevant knowledge 
context sensitively along the way. 

The above sections have laid out a description of Agile Manager and the 
Agile Baseline module. In addition, the Agile Manager includes the 
Agile Company and Agile Know-How modules. 
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T^te^^AgUe Company can be added to or made accessible from the Agile 
Managerknd provides a survey that employees can take to assess how 
well the compan)N9r orgaruzation is managed in view of high 
performance criteria. The^gile Company software can be downloaded 
onto the client's server and a u&er on the network can complete a 
questionnaire of multiple pages, such'^ 20 pages, (exemplified in Fig. 
36) and then the software can tabulate resuh^o show strengths and 
weaknesses (see Fig. 37) for sample analysis. Th^sAgile Company also 
has templates that can be made available to help client^et started with 
a change program designed to improve specific high performance traits 
(exemplified in Fig. 38). 

Agile Know-How links users to excerpts of publications about topics 
relevant to the goals and projects in which they're involved. For 
instance, the user can stipulate concepts, such as leadership, and specific 
aspects of the concept, such as seruor leadership, and the kind of 
information needed, such as understanding the concepts, or how to be a 
good leader, and then get excerpts that match the needed information. 
In this regard, the Agile Manager enables an organization to use the 
Agile Manager as a single source for not only information about 
strategic initiatives but also knowledge available inside and outside the 
orgaruzation that can help make the organization more agile. 
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The input screen and process flows include; 

Goal Hierarchy Screen: this is the default screen (see Fig. 3) and an 
important navigational screen for accessing details about any single 
goal or initiative, or accessing various views. Once the goals and 
contributing projects have been loaded, the default screen presents a 
goal hierarchy and can be used as follows: 

Hierarchy: the left side of the screen presents an outline the top 
section of which represents the organization's strategic 
implementation plan, i.e., in which the top level statements 
represent strategic goals that are the highest level organization 
goals, and the next indented level statements represent 
contributing initiatives that are indicated as having to be 
completed for the strategic goals to be achieved. A user 
authorized to see the portfolio view can see where the 
organization wants to go and what it will take to get there, with 
the goals and projects associated together in one spot. 
• Unassociated Goals: the goals and initiatives under this heading 
are indicated as being either no longer relevant strategically or 
not yet placed in the hierarchy. 

Fwi£tions from this screen: If a user is unhappy with the 
placement oF'^'^gQal or initiative or wants to adjust attributes of 
the goal or initiative, thetts^has only to click on a goal or 
initiative listed to retrieve its relate^Hqformation. For example, a 
click on the initiative takes the user to a suinihai^y screen (see Fig. 
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T5)'ioF--thisinitiative. The following information fields are 
available for any goal oFTnitiative: 

Heading: the entry shows the name of the goal or initiative for 
which basic information is displayed on this screen. 
Owner: this entry lists the name of the person responsible for 
implementation of the goal or initiative and authorized to edit its 
related information. 

Parent Goal: this entry lists the name of the goal or initiative 
immediately above or superior to the initiative that is active. An 
advantage of showing the parent goal is that a user working on 
the initiative is instructed that the initiative is contributing to the 
parent goal. 

Objective: this entry shows the objective of the initiative so a 
user is instructed as to what the initiative is specifically to 
accomplish. 

History: the entry maintains a runrung log of changes made to 
the initiative, and indicated by whom and when. Here is 
recorded when the project was created and when delegated to the 
current owner. The changes are monitored by the computer so 
that the user can identify which changes the user wants to have 
flagged automatically when they are made (see View Alerts 
below). 

Status: this entry identifies the category such as '*on-time/' 
chosen to summarize the status of the goal or initiative's progress 
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so that the user can determine at a glance whether the goal or 
initiative is in need of attention. The categories listed here can be 
modified to fit each client situation when an edit mode is 
selected. 

Due Date: this entry indicates the date by which the initiative is 
to be achieved. 

.^ority: the benefit entry presents a numerical score from 1 
(lowest)^^tct5 (highest) based on user judgement about the relative 
value of the ini&^ti^ or goal in terms of improving the business 
results. For example, the^oaimay be rated 3 of 5, i.e., average. 
An advantage of a simple rating is tha^users can quickly 
understand the rating scale and then discuss^ecificaUy the 
reasons behind the rating. 

Risk: this field presents a 1 to 5 numerical score that indicates a 
risk level for the goal or initiative, such as that the team is new, 
that the technology is untested, or that the market is new. By 
keeping track of risk, managers can work proactively to reduce 
risk and thus increase the probability of a successful 
implementation. In addition, when there are resource constraints, 
decisions about which initiatives to continue to pursue may 
depend on a combination of benefit scores and risk scores to 
indicate how much managers can count on achieving the initiative 
and having a positive impact on the business. For example, with 
a priority score of 3 that is lower than a risk score of 4, a question 



35 

might be raised about whether to continue to fund the initiative if 
there are other initiatives that have better benefit/ risk 
characteristics. 

Jitojject Code: this field allows an alpha-numeric identifier to be 
assigned for administrative purpDsCs. 

Stage: the stage field shows where in the project life cycle the 
goal or initiative is so that a user can keep track of how the goal 
or initiative is progressing and what remains to be done. For 
example, the initiative shown is in the "start up" stage. In the edit 
mode, several stages are displayed from which the owner can 
pick one that is descriptive of the status of the initiative. 
Investment: this field captures the cost of or investment in each 
particular goal or irutiative so the user can readily access financial 
information related to decision making and priorities. 
Payback: the payback field refers to the economic return 
anticipated for achievement of the particular goal or irutiative. In 
conjunction with the investment field, the payback field can allow 
a ratio of return on investment to be produced, which ratio may 
play a key decision making role in an assessment of the relative 
value of one initiative versus another. 

Rank: this field is available for formulas developed for each 
client for calculating the ranking of each goal and irutiative, 
including the combined values of initiatives contributing to a 
particular strategic goal. 
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^re: the score field relates to a unique calculation of the 
cumulabVe^value of each goal and initiative based on weighting 
techiuques appropti^ to the user (e.g., alignment with corporate 
values, brand, payback, cortvpetitive position, management 
attitudes). Both the rank and score'^fi^ds are provided to help 
users prioritize goals and initiatives in theJ?qrtfolio. 
C'^Kdit button: when a user clicks on the edit button, the user is 



taken iihflciediately to the Basic Goal Edit screen (see Fig. 30) 
which allows tife^^thorized owner to modify the basic 
information about the pkij^rular goal or initiative that has been 
selected. The Project Name an^'^^scription fields are for text, the 
Due Date is for calendar completion dkte information, and the 
other fields such as domain, status, benefit ahd^sk priority, and 
stage present pop-up menus. When changes are submitted, the 
changes are automatically accessible to whomever uses the sy^t^ 
and are cag tured- in tho hi s tory l ofi - 

Delegate button: this button allows the user to designate or re- 
designate the individual who is the owner of the goal or irutiative 
by going to the Delegate Screen (see Fig. 36A) and searching 
through names of candidates to whom responsibility can be 
delegated. 

Delete button: when this button is selected, the user is 
automatically asked whether the goal or irutiative is to be deleted 
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and, if so, the goal or initiative is deleted and archived in case 
subsequent retrieval becomes necessary. 

Project Menu: this pop-up menu lists the choices of views the 

user can access from the Basic Goal Info Screen as regards the 

active goal or irutiative that has been selected. The view choices 

include the following: 

• ^'Y^ Control Panel: when this choice is made the user is presented 

with the"toatrol Panel view (see Fig, 29) and can review the 

permissioning rules>l(t^^^ rules are satisfactory, the user can 

retreat and proceed along an&th^path. If the rules need to be 

changed, the user clicks the edit button>Qd is presented with 

another version of the Control Panel that can be>4ited and 

submitted. Only the authorized owner is able to make changes. 

> jj^j^r-^pject Briefing: if the user wants to understand better how the 

active'^^qal or initiative relates to the parent goal, the user can 

click on thisbtoice and will be presented with the Project 

Briefing screen (se^^g. 37). Here salient information is 

displayed from the Objective field in the basic information related 

to the selected goal (see Fig. 38)Nln addition, sources of 

knowledge that may be helpful to acce^Ss^re listed so that the 

user can hot-link to them if need be. In a ty^<:;al embodiment, 

this screen cannot be edited and is just a view. 
^ V 

. ^yr^ Goal Com f^Mlents;_v^2^ the user makes this choice, the user is 
presented with a Goal Componentsscfe^rrtsee-^?igr-39) and, in a 
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typk^l embodiment, views only the contributing goals that are 
related to the^arent goal. From this screen the user can access 
different functions i^^^uding: 
j^-^elect Parent: when the user wants to change the position of an 
initiati^^ in the hierarchy, the user clicks on this button and is 
taken to th^'^lect New Parent screen (see Fig. 40). On this 
screen the user cai^either search for the new parent goal or 
initiarive if the user know^^4^^ name, or click on "Select from 
Project Hierarchy" and be presehted with another screen that lists 
the hierarchy. The user then selects Vgoal or initiative as the new 
parent, and when the user clicks on this sel^s^n, the original 
initiative is associated with the new parent and snbws up so 
associated in the hierarchy. 

Add SubProject: when the user wants to add a new subordinate 
initiative with which the user is working, the user can use the 
"add" button to view New Goal screen (see Fig. 7) and enter 
information about the new initiative using the standard template. 
When the information is entered, the new initiative is placed 
appropriately in the hierarchy. 

Add Milestone: this button allows the user to flag and define 
major milestones in the initiative, which can be useful for adding 
more detail if appropriate for monitoring significant targets. The 
Create Milestone screen allows the user to name and define the 
milestone and to set a finish date and status. 
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^ l^;oJect History: this button takes the user to a display of project 
history^(s^ Fig, 41) that shows when changes were made, from 
creation of the imtiatiye to modifications to any of its attributes. 
This history can be very valilable for tracking key events in the 
life of a goal or initiative for analytic oTx>tber reasons. From this 
screen the user can also add comments to explalrt^rticular 
events, or add new events. 
^ Links: this button takes the user to a view (see Fig. 35) of the 
links to^iw knowledge sources that the initiative team has chosen 
to put here sothat the knowledge sources will be accessible to 
any members when rfes^sary. An advantage of this facility is 
that with the domain structut^inked to goals and initiatives and 
with knowledge linked to the goals'ami initiatives, the 
orgaruzation is provided with a clear and natural organization for 
placing and locating critical information when nefec^d. From this 
screen the user can add links (see Fig, 34). 
^^^^^Qaps Analysis: this button takes the user to the list of 

contrifettting goals/projects (with actual and desired weightings) 
by domain - scrfeen (see Fig. 13). From this list the user can 
determine whether the cha^iges for each key domain have been 
identified. If the user is dissatisJfed^he user can either select the 
edit button and change specific informatibn^bout one or more of 
the existing contributing goals/projects or click ohs^^Add" to get to 
the Edit Contributing Goal screen (see Fig. 7). In the lah^case. 
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the^ser can select a domain and enter the name of a new 
initiativ^Kits actual achievement weighting (based on current 
status) and desh?ed achievement weighting (based on the 
importance of this irutiatiA(e to achieving the parent goal). When 
the new initiative idea is subimtted, the software displays the Gap 
Analysis view with the new initiative atU^d. The user can 
continue to add new contributing goals /projebt§ by domain. 



When the user is comfortable that the domains have been 
covered, the user can click on a listed goal name and proceed 
directly to its summary screen to begin to flesh out more 
information about its characteristics such as its owner and 
objective. 

In at least some cases, the value of the Gap Analysis is 
substantial, because it allows users to brainstorm what changes in 
the domain structure need to be made if a particular goal or 
irutiative is to be implemented successfully. In this regard, the 
combination of domain structure and gap analysis keeps members 
of the organization focused on how the organization works and 
where improvements need to be made for strategic or tactical 
reasons. 

^^^Vi eW Meu ^^^--theJnen^^^ of the Goal Hierarchy screen 

(see Fig. 42) give the user access to hierarchical views-that 



41 



iUt^ decision making related to creating the hierarchy itself, 
reviewing statusT^Sr-^Ugging changes particularly interesting to 
the user. A description of each of theBuffons-is-s©^ forth in the 
following sections: 
Q^J)s^i«ctDomain: When this is selected the domain structure 
screen is presenteolt^ee-^ig* 24). 
<r^y^All Goals View: when this button is clicked, the user is 

presehted with screen (see Fig. 17) which repeats the hierarchy on 
the left and adds relevant information on the right in five 
categories usfeful to users when the users want to assess the 
validity of the current goal hierarchy, including cost, payback 
priority, domain, and due date (expressed as time remaining 
before expected completion). From this screen, the user can select 
other views where the hie^rchy is sorted by category represented 
by the colurrm heading, e.g., is sorted in descending order of 
costs, screen (see Fig. 17), thereW helping people decide whether 
the level of investment required can be afforded. Likewise, using 
column headings as buttons, the user\an sort the hierarchy into 
various views according to payback (see jRig. 20), priority (see 
Fig. 20), domain (see Fig. 16), or due date, ^ese views 
facilitate meetings and deliberations where userssneed to quickly 
produce a variety of sorted views to achieve the vaWty of 
perspectives needed to reach informed decisions. For example, a 
view sorted by payback, with cost information also visible^ helps 
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i>gef&~4^id^ whether the return on investment will be sufficient 
to justify financfeU^. 

Sorting by priority allows users to view the relative weightings 
that have been given to the goals and initiatives based on factors 
deemed important from a prioritization perspective. In a typical 
case, from a strategic perspective, the view sort by domain is 
highly desirable because this view shows how the goals and 
initiatives affect different aspects of the organization, e.g., from 
dealing with customers, to processes, organization, and 
economics. As a result, users can make common sense decisions 
about, for example, whether all the needed changes in all the 
domains have been accounted for. 
*' ' "tatus View: this button takes the user to various views of the 




portfolitK^rted by information fields that indicate how well the 
goal or initiativfevis progressing. When the button is clicked, the 
Projects by Status scrfe^ (see Fig. 18) is presented, sorted by 
status categories and showmgvOther column headings that can be 
clicked on to get Projects by Stagefs^Fig. 21) or by Owner, 
Projects by Risk, and Projects by Due Date. Armed with these 
views, users can decide where to focus their attentipn to keep 
projects on track. 

View: this button takes the user to the Project Alerts 
View (see Fig. 27) which~^hoJAiS_changes a particular user has 
identified as being of particular interest. Frorfrthis view, the user 
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f^rs^ess the Set Alerts and Set AlertsEdit screens and modify 
the goals ari9"^types of changes the computer is to monitor and 
flag on the user's behalf^^"'"^ 

In a typical embodiment, the Agile Manager is accessible from every 
desktop, with appropriate security clearances, for individual or team use 
on-line, with print out ability for manual use, and for electroruc 
projection to facilitate team meetings. The software is flexible and is 
arranged to allow the user to make non-structural changes in, for 
example, the specifics contained. The user changes the "base case" to 
reflect the desired language and sub-domain elements. As a result, the 
more the tool is used, the more the tool comes to reflect the user and the 
user tends to become proficient with the tooL 

The technique (i.e., at least a portion of one or more of the procedures 
described above) may be implemented in hardware or software, or a 
combination of both. In some cases, it is advantageous if the method is 
implemented in computer programs executing on programmable 
computers that each include a processor, a storage medium readable by 
the processor (including volatile and non- volatile memory and /or 
storage elements), at least one input device such as a keyboard, and at 
least one output device. Program code is applied to data entered using 
the input device to perform the procedure described above and to 
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generate output information. The output information is applied to one 
or more output devices. 

In some cases, it is advantageous if each program is implemented in a 
high level procedural or object-oriented programming language such as 
Microsoft C or C++ to commurucate with a computer system. The 
programs can be implemented in assembly or machine language, if 
desired. In any case, the language may be a compiled or interpreted 
language. 

In some cases, it is advantageous if each such computer program is 
stored on a storage medium or device (e.g., ROM or magnetic diskette) 
that is readable by a general or special purpose programmable computer 
for configuring and operating the computer when the storage medium 
or device is read by the computer to perform the procedures described 
in this document. The system may also be cor\sidered to be 
implemented as a computer-readable storage medium, configured with a 
computer program, where the storage medium so configured causes a 
computer to operate in a specific and predefined manner. 



